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INTRODUCTION



Doing the biz


“As a racing driver, I trained myself to deal with each corner at a time.
You can’t jump ahead. Everything is achieved by inches.”
Damon Hill, Formula One World Champion, 1996


The best team leaders do the biz. They make a difference. They motivate their people to perform exceptionally well and achieve the required results on a daily basis as well as in the longer term.


[image: image]


These bosses understand what the biz is all about and so do their teams. They are focused and they have flair. They have the energy and they have the edge. Furthermore, they have fun when they are fighting hard to deliver the goods. That’s the biz. It’s all about delivering and making things happen—for customers, for team members, for the company, and of course for themselves.


The biz is not simply a matter of implementing grand strategies and pursuing long-term visions. Nor does it involve intellectual debate about the values to be applied in the way the organization is managed and customers are handled.


The biz is a matter of daily operations, of the little things that the best bosses do and think on a minute-by-minute basis that have such a big impact on the teams they manage.


The best team leaders do the biz when they step through the door at 8.00 a.m. on a Monday morning. That’s because they choose to step through that door at 8.00 a.m. as opposed to 9.00 or 10.00. Every little choice they make, even what time they start work, will be observed and will have a big impact on the team’s motivation.


Thus the decision of what to do first—whether to pick up the phone, check the email, read a newspaper, grab a coffee, go and see the director, chat to the secretary, or walk around saying “Hi!” to every team member and asking about their weekend—will have an impact. The worst bosses get these small behaviors wrong and the best bosses excel at them. That’s the biz.


There is no theory behind the biz, any more than there can be a theory behind marriage. So this book is not full of theory, let alone grand stratagems. Instead, it is full of the little things that we can choose to think and do that will make a big difference in the way we motivate our teams.


One key premise


However, there is one premise that is important: motivated people perform more effectively in delivering results than demotivated people. This is almost a truism, but even so it is worth stating because it begs the corollary that to achieve results a boss must concentrate on motivation. It is amazing how many companies and managers ignore this simple premise.


PUTTING PEOPLE FIRST


My first management job was as a Production Manager with the American chocolate manufacturer Mars Ltd. It was then and still is an excellent company. I learnt many valuable management lessons at Mars and one of them was that to excel in business you have to invest an inordinate amount of time, energy, and effort in getting the people thing right. That principle has stayed with me throughout my career, which included a post on the board of an airline. With the hindsight of wisdom and all my experiences with a multitude of companies around the world, some good and some not so good, I still believe in this principle. If you don’t focus your management energies on people, then they won’t focus their energies on the company.


Despite the proliferation of personnel and HR departments (which might be part of the problem), the Mars approach is rare. It is all too common to visit companies and find demoralized people who moan and groan about their big bad bosses. These employees don’t feel valued and complain that their bosses walk all over them, demand too much from them, and give too little in return. That is one reason an increasing number of professional people have given up their careers in large companies to go and live in the countryside, on lower incomes, and take up new interests there. While most people accept the premise that to be successful in management you must put people first, it is all too clear from a growing number of reports and newspaper cases that this rarely happens. In their pursuit of short-term profit, too many managers neglect the essential people factor in the business equation.


Choosing positive behaviors


This means choosing positive behaviors and attitudes that will maximize the chance of stimulating other people’s positive motivational choices. Thus if your team leader shouts loudly at you and rebukes you when something has gone wrong, you have a choice. You can choose to be demotivated (by getting defensive and becoming negative) or you can choose to be motivated (by learning the lessons and applying them). Equally, the team leader has a choice too. He or she can choose not to rebuke you and instead choose to counsel you. In doing so, he or she chooses an attitude, whether it is to hurt you with a rebuke—hoping that this will motivate you to learn—or to demonstrate some positive support with the offer of counseling—thus also motivating you to learn. All bosses make these minute-by-minute behavioral choices every day and they can have a big impact on morale. When bosses make effective choices they are doing the biz—they achieve the desired results because the people in their teams are motivated to do so.


About this book


This book focuses on these choices, on the people factor and the biz mindset. It highlights many of the little things a successful boss has to do. It is aimed at any boss who needs to motivate other people on a daily basis. This could be a team leader in a bank, a department manager in a retail store, a middle manager in a government agency or a charity. It could be a foreman on a building site or a supervisor in a call center. It could be a manager working in IT or a graduate trainee aspiring to promotion.


Confucius said, “A journey of a thousand miles starts with the first step.” This book is about all the little steps necessary to do the biz.


I suggest you read this book a section a day, focusing each day on one simple step (specified at the end of that section) that you can take with respect to your behavior or attitude in doing the biz. Each of these little behaviors and attitudes is easy to apply. By concentrating on one such behavior or thought each day, you will begin to build up a reputation as a great boss who motivates people and who actually does the biz.


The book can also be used for those invaluable half-hour team sessions that many companies and their managers hold on a daily or weekly basis. One idea is to put onto the agenda of each team session: “Feedback—what can I do better as boss? For example, should I be doing (more of) this type of thing…” (then referring to one section from this book).


Another application that will prove helpful to in-house trainers is to develop a series of training modules using selected sections from the book.


Finally, as it is impossible to separate employee motivation from customer motivation (the two go together), I suggest readers also dip into the companion volume entitled The Buzz: 50 little things that make a big difference to delivering world-class customer service.


I guarantee that if you practice the various steps specified in this book on a daily basis, over a period of 10 weeks (50 working days), then you will have such a motivated team of people that you will do the biz and achieve the results you want for your organization.


Forward to the basics…!





THE PREMIER DIVISION



A great boss will tell you, “It’s all about people.” A bad boss will say, “It’s all about money.”


As Confucius said, “The gold in your heart is more precious than the gold in your purse.” The best team leaders devote their working lives to helping people discover the gold in their hearts and allowing it to shine on others. We all become richer that way.


There are 12 little things that the best team leaders do in getting started on doing the biz. These make up the premier division of essential behaviors for team leadership and motivation. If you practice these, you will be well on the road to having a high-performing team.


1       Make people your top priority


2       Be an exemplar


3       Give cause (aspire)


4       Hire the best


5       Fight to pay the best


6       Personalize relationships


7       Liberate people with trust


8       Communicate immediately


9       Initiate learning


10     Know what you want to be


11     Agree the contribution to be made


12     Measure what is important





1   MAKE PEOPLE YOUR TOP PRIORITY



Always put your people first in allocating your time and deciding on your agenda.


The most important little thing you can do is give time to your people and thus demonstrate that they have top priority. The odd minute, the half-hour chat, and the occasional relaxed hour with them are critical if you are going to motivate people to do the biz.


Giving top priority to team members requires you to drop everything for them in times of need. Nothing is more important for the biz. Furthermore, in order for you to motivate team members they need to know the value you place on them and how critical you see their contribution as being. They need to know that their team leader is interested in their work and would rather devote time to supporting them than doing other things.
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78 high-priority minutes


[image: image] One minute looking at Fernando’s new car.


[image: image] Two minutes joking with Eddie about the football.


[image: image] Three minutes hearing about Jamil’s sister’s wedding.


[image: image] Four minutes reviewing with Ayshath her project report.


[image: image] Five minutes listening to Andrew’s account of his meeting.


[image: image] Six minutes advising Carlton on his budget figures and plans.


[image: image] Seven minutes congratulating Mercedes on her sales success.


[image: image] Eight minutes counseling Colette on her relationship problems.


[image: image] Nine minutes discussing Jackie’s proposed update for the website.


[image: image] Ten minutes with Ann helping her rehearse a presentation to the CEO.


[image: image] Eleven minutes’ follow-up with Beatrice concerning her transfer request.


[image: image] Twelve minutes on a team meeting to update people on last week’s results.


When team leaders fail to find time for people and assign them low priority, those people begin to feel neglected and make assumptions that their leaders don’t care and are not interested in their work or problems. While no boss can be on site every day, it is essential that you set time aside in your diary for wandering around and chatting to people. A boss’s diary should never be so full that there is no time for other people.


The intention of giving high priority to spending time with team members is not to communicate key messages but to learn what is going on in people’s lives and at work. Excellent team leaders will be keen to learn what has been happening in employees’ day-to-day routines: the exceptions, the problems, the successes, and the stories. They will want to increase their understanding of people’s work situations and their specific needs, whether it be addressing a problem with a malfunctioning piece of equipment or dealing with an issue relating to a particularly troublesome customer. In this way leaders can assign top priority to helping team members resolve their problems at work.
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When an issue does arise they will stop at nothing to get it resolved. Where appropriate they will chase head office for a resolution. They will also ensure that people issues are at the top of the agenda for meetings with their own senior executive and the head office team. The last thing these bosses will do is allow issues to fester.


To prevent this happening, good team leaders will assign a high priority to sitting down with each team member for a regular informal chat about “the story so far.” They will update individuals and the team on progress and demonstrate the importance they are giving to getting specific problems resolved.


On the rare occasions when a big issue blows up or an incident occurs, these bosses will drop everything to help their team. They will walk out of meetings, cancel travel plans, and automatically place the highest emphasis on joining the team to help them solve the problem.




[image: image] THE BIZ STEP 1


Ask your team straight: Do I assign a sufficiently high priority to providing the support you need?


BIZ POINT 1
A reflection of what you value in life is not how you spend your money, but how you spend your time and the priorities you set.








2   BE AN EXEMPLAR



Set the best example With every little thing you do and say.


Every little thing you do has a positive, negative, or neutral impact on your team’s motivation. There is no avoiding it. As a boss you are under observation all the time—even when people can’t see you. In fact, those bosses who are rarely seen are the worst examples of all, failing to support the team in times of need. Not that you have to be there all the time interfering with everything going on—that would be a bad example too.


You set the standard of behavior that the team will emulate. It is the same with values. They don’t need to be written down or even debated at length—your values are reflected in everything you do and as such are an example of the values that your team will strive to adopt and exceed to please you.


The best team leaders are exemplars of:


[image: image] Punctuality (they are always on time).


[image: image] Volunteering (they offer to help when the workload is high).


[image: image] Charm (they are hospitable and welcome all visitors warmly).


[image: image] Openness and honesty (they are completely trusted by everyone).


[image: image] Courtesy (they always treat others with respect and are well-mannered).


[image: image] Equality (they fetch the tea for everyone and treat everyone the same).


[image: image] Listening (they are not opinionated and will give full attention to what people say).


[image: image] Hard work (they never skive off or take it easy when the team is hard-pressed).


[image: image] Positive thinking (they are never negative, never complain or speak badly of others).


[image: image] Precision in paperwork (they make few mistakes, their facts and figures are perfect, and their presentation is excellent).


[image: image] Decisiveness (they know how to make decisions and when to leave a decision to the team).


Team leaders are living examples of the expectations to be exceeded, of the excellence to be adopted, of the imperfections to be forgiven and the lessons to be learnt. The way bosses talk to customers will set a standard by which their team will judge them. If their standards are low, the example will be bad and the team will judge them accordingly. If their standards are high, the team will attempt to emulate their practice of excellence. This applies equally to the concisely written word, the prompt response to emails, the warm tone adopted in taking a call, and the clarity of presentations.
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